Previous studies demonstrated that the relationship between human resource (HR) practices and organizations commitment varies across countries. This study aims to explain this variation by exploring the role of national culture on this relationship.
An extensive body of work shows the benefits of human resource (HR) practices aimed at optimizing employee contributions through autonomy and skills enhancement (Huselid, 1995 , Pfeffer, 1998 Zang, Fan & Zhu, 2014) . Previous studies provide evidence that organizations applying such practices achieve greater financial performance (Combs, Liu, Hall & Ketchen, 2006) , competitiveness (Boxall, 2003) , productivity (Wu & Chaturvedi, 2009 ) and higher effectiveness (Hartog & Verburg, 2004) . In part, the causal mechanisms linking HR practices and organizational outcomes lies in the effects they have on the attitudes and behaviors of employees (Zang et al., 2014) . By investing in HR practices aimed at empowering employees to work autonomously and optimize their skills, organizations acquire possibilities to impact their decision to participate in the organization and contribute to its functioning (Luna-Arocas & Camps, 2008; Koster, 2011) .
A large part of the literature on HR practices is in line with the contingency perspective in organizational research (Tsui, Nifadkar & Ou, 2007) . This means that the importance of fit, both among HR practices and the wider organizational environment -ranging from economic openness (Koster & Wittek, 2016) to cultural climate (Hofstede, 1985) -is acknowledged in HR research. With regard to the internal fit, a large number of studies show that, in order to produce the required outcomes, HR practices need to be aligned with each other as it creates HR systems that "enhance employee's competencies, commitment and productivity" (Muduli, 2015, p. 241) .
Whereas the internal-fit approach is extensively studied, this is less the case for the external-fit approach, which holds that human resource practices need to be aligned with the context in which organizations operate in order to be effective (Lambooij, Sanders, Koster & Zwiers, 2006) . However, it may explain one of the puzzles found across the HR literature. While there is general agreement that HR practices are positively related to the level of organizational commitment of employees, it turns out that the level of organizational commitment varies across countries (Koster, 2011; Chordiya, Sabharwal & Goodman, 2017) and that the strength of the relationship between hr practices and organizational commitment varies across countries, even if the focus is on exactly the same practices (LunaArocas & Camps, 2008; Rode, Huang & Flynn, 2016; Ramaprasad, Nandan Prabhu, Lakshminarayanan & Pai, 2017) . Hence, it cannot be attributed to the internal fit of these practices. To investigate why there is such variation, it is necessary to include the national context in the analyses. In this study, we explore this idea by examining the link between HR practices and organizational commitment of employees. To date, there has been relatively little in that the direction. The study by Rode, Huang and Flynn (2016) is an exception and provide a major starting point for the present study.
While they find evidence for cross national differences in the relationship between hr practiced and commitment which can be attributed to cultural differences, their analyses is restricted to four countries (Sweden, Japan, Austria and Germany). The present study expands this analysis by including information from 18,309 employees in 25 European countries. This offers two advantages and extensions. First, it enables to generalize the findings by Rode, Huang and Flynn (2016) and secondly, it allows including more than one cultural dimension as there is more cross-cultural variance across the countries included in the analyses. We argue that there may be a cultural component at work explaining such differences. Here we investigate two of such cultural factors, namely (1) individualism; and (2) power distance (Hofstede, 1985; . Based on the theoretical concept of HR-culture fit, which assumes that the effectiveness of hr practices in terms of generating organizational commitment depends on its cultural context, we investigate whether this can account for crossnational differences in the outcomes of HR practices.
HR practices and organizational commitment
There is extensive evidence for the positive relationship between HR and organizational commitment (Gellatly et al., 2009; Luna-Arocas & Champs, 2007; Ramaprasad, et al., 2017) . As Chew and Chan (2008) Several HR practices can instill organizational commitment. Those practices aimed at stability, development and rewards are identified as creating incentives for employees to commit towards an organization. By offering stability-oriented HR practices, organizations position a membership of organization as a salient benefit, which increases commitment accordingly. Development-oriented practices build employees capabilities, which are related to emotional commitment to the organization (Gellatly et al., 2009 ). In particular, HR practices providing responsibility and autonomy to employees affect their commitment (Fiorito, Bozeman, Young & Meurs, 2007) . Furthermore, HR practices enhance positive exchange relations; e.g. receiving a stimulating work environment and return for commitment and performance (Macky & Boxall, 2007 ). An investment in HR practices aimed at improving knowledge, skills and abilities of employees, build capabilities among employees to perform at required level (Wright & Kehoe, 2008) .
HR strategies such as performance management system, incentives pay schemes, performance bonuses aim to motivate employees and create affectionate commitment (Wright & Kehoe, 2008) . In this study, we concentrate on two of the core HR practices found across the literature, namely (1) autonomy; and (2) skills enhancement (Koster, 2011) .
HR practices and organizational commitment across countries
Research shows that the contexts of organizations can matter for the way in which employees are managed (Wu & Chaturvedi, 2009; Rode et al, 2016; Koster & Wittek, 2017) . Nevertheless, because most of these studies investigate the direct effect between organizational contexts and HR practices, it does not say much about the question whether some of these practices work better (e.g. improve commitment) in a particular context and less so in others. Much of the research focused at human resource management, investigates differences between organizations within one country or only focuses on multinational corporations (Cooke, Wood, Wang & Veen, 2019) . Hence, an overall assessment is not available at the moment. Prior research, however, provides evidence that this may actually be the case the link between HR practices and organizational commitment. A comparative study of Japan, Sweden, Austria and Germany demonstrated that this link varies across these countries (Rode et al, 2016) . For instance, while in Japan and Sweden training is positively related to organizational commitment, the opposite is true for Austria and Germany. In other studies it was found that similar HR practices lead to more organizational commitment in India compared to Switzerland, for example (Paul & Anantharaman, 2004; Giauque, Resenterra & Siggen, 2010) . While these studies provide evidence the country level moderates the relationship between hr practices and employee outcomes, empirical support is lacking (Farndale & Murrer, 2015) .
These research results suggest that the outcomes of HR practices are contextdependent. To understand this context-dependency, we theorize that the functioning of HR practices ultimately depends on the extent to which it fits the wider institutional setting in which organizations are embedded. While the context refers to a broad set of circumstances and factors, there are theoretical reasons to assume that national cultural may be important in understanding the impact of HR practices.
The HR practice-culture fit
Cultural theories provide insights into how cultural values moderate the link between HR practices and behavior and attitudes employees (Tsui, Nifadkar & Ou, 2007) . The general notion of the cross-cultural perspective is that organizational practices tend to lead to positive outcomes when they are aligned with the national cultural that reflects the values of employees (Kim & Wright, 2011) . Furthermore, Schuler and Rogovsky (1998) argue that consistency between HR practices and national cultural values yields more predictable behavior and creates less frustration. There seems to be a need for matching HR practices with national culture because it transmits cultural awareness and rewards desired behavior. As a result, the fit between organizational practices and cultural context results in a greater employee performance (Schuler & Rogovsky, 2009) . Despite the fact that cross-cultural studies highlight the prominence to reconcile HR practices with employee's values in order to endorse positive attitudes, there is little empirical work in that direction. This, however, raises the question, what part of national cultural may play a role in the relationship between autonomy, skills enhancement and commitment. In that regard, the framework offered by Hofstede (1985) is useful. In this framework national cultures are defined as the collective programming of the mind, which make social groups distinct (Hofstede, 2011) . National cultures are embedded in a shared knowledge and beliefs that are formed in the childhood and remain stable throughout the life course. This is relevant for organizations, since every organization is affected by these cultural factors at the national levels, thus reflecting these factors (Hofstede, Hofstede & Minkov, 2010) . Hence, the cultural dimensions not only define national values, but also refer to organizational values, based on which the organizational culture is created. Hofstede (1985) explained this in terms of national values of founders of organizations, which they bring to the organization itself. As such, the structure of the company is shaped to achieve higher goals while taking into account the compatibility between national values and specific practices. In Hofstede's model, six dimensions are distinguished, namely: power distance, uncertainty avoidance, individualism versus collectivism, masculinity versus femininity, long-term versus short-term orientation, and indulgence versus restraint. Hofstede's model is both praised and criticized. A major criticism comes from the GLOBE project (globe.com).
This organization intends to improve the measurement of national cultures. While the have generated interesting and worthwhile data, they have constructed measures for a selection of countries. Using these measures for the present analyses would mean a huge drop in the countries that could be included, hence undermining the goal of generalizing the finding of earlier studies. Therefore, this study utilizes Hoftede's measures, with acknowledging that the model is open to improvement (Beugelsdijk & Welzel, 2018) .
For the present study, two of these dimensions are further explored as they are theoretically close to autonomy and skills enhancement:
1)
The individualism -collectivism dimension, which refers to "the degree to which people in a society are integrated into groups" (Hofstede, 1985; p.11) .
Individualistic cultures are being more loosely tied, whereas in collectivistic cultures members of society are tightly integrated into groups. Furthermore, the individualism dimension differentiates societies into groups based on whether they appreciate more independence (individualistic) or interdependence (collectivistic).
2) Power distance dimension, which is "…defined as the extent to which the less powerful members of organizations and institutions accept and expect the power is distributed unequally" (Hofstede, 1985; p. 9) . In other words, the power distance indicates hierarchical power structures in a society in the authoritysubordinate relationship, which is perceived as a norm in a high power distance society in contrast to a low power distance society.
Focusing on these specific dimensions follows previous studies in this field. The individualism dimension is one of the most investigated dimensions in studies on cross-national topics and is found to be relevant for organizational outcomes (Yang et al., 2012) . And, whereas the power distance dimension has also been identified as significant variable in organizational environment (Fisher et al., 2005) , far less is known about it. Given the results of previous studies, this paper explores the effect of national culture in terms of individualism/collectivism and power distance dimensions.
Individualism
By using HR practices, organizations aim at developing the full potential of their employees. The HR practices operate in a way to make employees able to perform their job, empower them to act and motivate them to engage (Combs et al., 2006) . As such, the investment in HR practices is aimed at creating a stimulating environment for individuals to involve and commit to their job. As it is assumed by social exchange theory, individuals engage in the relationship with an organization in order to maximize benefits that the organization provides (Newman et al., 2011) . Thus, the investment in human capital made by the organization is related to a greater appreciation of implemented practices. In return to such investments, employees create psychological contract with an organization, which results in a positive organizational behavior (Newman et al., 2011; Meurs, Koster & Van Nispen tot Pannerden, 2014) . The literature indicates that employees enhance higher level of commitment towards an organization when the organizational strategy reflects their expectations based on personal interests (Rode, Huang & Flyyn, 2016) . Given that people in individualistic cultures form their behavior and attitudes according to their personal needs and how well they are fulfilled, high-performance HR practices could be a strong predicate of increased commitment towards organization in such cultures.
On the other hand, the enactment of HPHR practices not only improve knowledge, skills and abilities needed to accomplish tasks together with both opportunities and motivation to perform, but also develop social arrangements within an organization, which accelerate communication and cooperation among employees (Combs et al., 2007) . Collectivistic societies appreciate the interdependence and the feeling of belonging to a group, by creating objectives for attachment to an organization and more incentives to continue participate in it. The cooperative and open environment allows to create relational contracts among employees, resulting in higher organizational commitment (Rode et al., 2016) . Based on the latter statements, HR practices could serve as a trigger for the commitment in collectivistic countries.
This means that the link between HR practices and organizational commitment can be affected by individualism in two different ways. First, by serving the personal need of employees to develop knowledge, skills and abilities to perform in a workplace successfully. In contrast, however, it may hinder the social configuration of the organization that is enhanced by applying high-performance HR practices. In line with these approaches, the following contrasting hypotheses have been formulated:
Hypothesis 1: The higher the level of individualism, the stronger the positive relationship between HR practices and organizational commitment is.
Hypothesis 2: The higher the level of collectivism, the stronger the positive relationship between HR practices and organizational commitment is.
Power distance
Another goal of HR practices is to create an empowering culture, by involvement of employees in decision-making processes or provision of discretion towards their job.
As concluded by Khandelwal and Dhar (2003) commitment is enhanced when higher managerial levels empower their subordinates to act and share a common vision. This means that there seems to be overall agreement that empowering employees is a condition for organizational commitment. Involvement in decision-making activities, which is accompanied by a flat organizational structure of the company, may hence lead to positive organizational behavior and psychological attachment.
Nevertheless, this may be only the case if such organizational structures are valued. In countries with a higher power distance, this is not the case, since people value hierarchical relations, meaning that power is unequally distributed and decisionmaking is centralized (Hunter, Tan & Tan, 2013) . Arguing from a HR-cultural fit perspective, this means that adopting HR practices aimed at autonomy and skill enhancement in a cultural that is typified by a high power distance, the preferred outcomes are not reached (Kim & Wright, 2011) . Evidentially, as high-performance HR practices enable less hierarchical power structure in the organization by blurring lines between superiors and subordinates, we expect that power distance negatively effects the link between HR practices and organizational commitment.
H3:
The higher the level of power distance, the weaker the relationship between HR practices and organizational commitment is.
Method

Data
The data for this study were taken from several sources. (1991) . Therefore, the measure of organizational commitment in this study does not provide us with motivational factors of why employees are staying in the organization, but rather indicates individual's overall intentions to be part of the company in the future as well as attachment to the job. The dependent variable is measured on the scale ranging from 1 ("strongly disagree") to 5 ("strongly agree").
Independent variable: HR practices.
The ESS survey includes several questions referring to HR practices that respondents the reliability is lower (but still sufficient), which is probably due to the fact that the scale consists of the minimal number of items.
[ Table 1 about here] 
Moderation/fit variable: national culture (Hofstede's dimensions).
The scores on dimensions of the national culture are provided by and accessible on
Hofstede's analysis (Hofstede et al., 2010) . Scores are measured on a scale from 0 to 100, with higher scores indicating higher individualism and higher power distance in the two dimensions accordingly. In order to explore the effect of the national culture in the conceptual model, scores on culture dimensions were incorporated into ESS dataset by creating additional variables named "Individualism" and "Power Distance".
Scores of new variables were matched with countries in the dataset respectively. The 
Control variables.
Scores on organizational commitment address responses of participants at an individual level, yet it could also be affected by variables at a national level. Given that this study is an international comparative study, the context of countries needs to be taken into account. Therefore, a few contextual variables at a national level are included into the analysis as control variables. In addition to this, other control variables at an individual level are added to the analysis.
National level control variables. In order to control for differences across countries in terms of an economic situation, the level of income inequality is included to the analysis (measured by the Gini coefficient) as well as the level of GDP per capita. Another variable that could affect the level of the organizational commitment is a social spending in a country (measured with the public social spending as share of GDP) and is included in a dataset.
Individual level control variables. This group of variables includes items measuring the age of respondents (measured in years), gender (0=female, 1=male) and full years of education completed (measured in years). Individual level variables also indicate a work environment, including items on replaceability (how difficult it is for employer to replace employee if he/she left, measured on a scale from 0=extremely difficult to 10 = extremely easy), opportunities to find another job (how difficult it is to get similar or better job with another employer, measured on a scale ranged from 0 = extremely difficult to 10 = extremely easy), work-life balance (how often respondents feel too tired after work to enjoy things they like to do at home, measured on a scale from 1 = always to 5 = never).
Data analysis
The data used in the research study is examined by applying a multi-level analysis.
The dataset encompasses information at two levels -individual and national; therefore, ordinary least squares regression model cannot be applied. According to Bickel (2007) , a multi-level analysis is a useful instrument for investigating nested data (in this study individuals in countries).
Models examining the effect of the national culture on a relationship between HR practices and organizational commitment include the same control variables. The analysis was conducted for Hofstede's national culture dimensions separately, in order to investigate the interaction effects more carefully. As such, these analyses are 
Results
Descriptive results
The mean levels of organizational commitment per country are presented in Table 2 . Table 2 shows that the overall mean of organizational commitment is 2.76, which [ Table 2 about here]
Results of the multi-level analyses
Tables 3a and 3b present the results of the multi-level analysis. Table 3a demonstrates the interaction effect of individualism dimension of Hofstede's national culture, whereas Table 3b The multi-level analysis shows that individualism at a country level has no significant effect on the contribution of skills enhancement on organizational commitment (Model 4a). Based on the results of the analysis, it is concluded that in more individualistic countries, the use of autonomy in organization is related to increasing levels of commitment. Table 3b depicts the results of the multi-level analysis with power distance dimension as a moderator of the link between HR practices and organizational commitment. Model 3b shows that power distance has no direct effect on the level of organizational commitment. Model 4b investigates whether power distance interacts with autonomy. Adding this interaction effect improves the fit of the model significantly (Deviance = 10.72, p < 0.01). The interaction effect is negative, meaning that the relationship between autonomy and organizational commitment is weaker are the lever of power distance is higher. Model 5b shows that the power distance affects the relation between skills enhancement and organizational commitment similarly (Deviance = 8.73, p < 0.01). The more equal a country is, the stronger the link between opportunities to enhance skills for employees are related to a higher level of commitment.
In summary, the results have the following implications for the hypotheses.
Firstly, hypotheses 1 and 2 are opposing to each other. Hypothesis 1 is partly supported as it only applies to autonomy. The contrasting hypothesis, Hypothesis 2, is refuted. Hypothesis 3 is fully supported by the outcomes.
[ Table 3 about here]
Conclusion and discussion
This study explores the importance of the national culture for the functioning of HR practices. The main purpose of this study is to investigate whether features of national culture play a role in affecting the attitudes and behavior of employees that are strengthened by internal practices applied by organizations. Doing so, this study aims to extend prior research into cross-national differences in the relationship between HR practices and organizational commitment. National culture is defined in terms of power distance and on the continuum of individualism and collectivism as part of Hofstede's culture concept (1985) . Based on this, the research question that was formulated for this study focuses on testing whether the relationship between highperformance HR practices and organizational commitment vary across countries and whether it could be explained by Hofstede's cultural dimensions. The analysis has confirmed the general expectation that in a different cultural context utilization of identical high-performance HR practices have a dissimilar impact on employees'
attitudes, more specifically, organizational commitment. However, a more in-depth investigation of the effect of national culture demonstrates that the impact of a culture is not universal.
The outcomes of the analysis investigating the effect of individualism on the relationship between HR practices and organizational commitment is somewhat different than theorized. In particular, the moderation of the individualism dimension is far weaker than may be expected. While an individualistic culture interacts with autonomy, it does less for skill enhancement. As a possible explanation for this result is that more self-concerned profiles of people in individualistic countries and their higher need for autonomous environment. Newman and colleagues (2011) explain the connection in terms of the psychological contract; employees have a psychological contract with an organization and perform more positive behavior and attitudes towards it in the presence of practices that are consistent with their personal predispositions than in the absence of such practices. The level of commitment is also found to be higher in situations when personal interests by employees are reflected by an organization's strategy (Rode et al., 2016) . As such, in the context where individualism is highly valued, possibilities for employees to perform autonomously seem to increase their willingness to stay with current employer. In contrast to previously discussed results, the higher possibilities for employees to enhance their skills lead to higher commitment regardless of the level of individualism. As it is also concluded by Hunter and colleagues (2008) , seeking individual development is probably the universal trait and organizations applying these practices increase employees' decision to participate and stay in a company. As a result, cultural individualism is pertinent for commitment formation by applying HR bundles aimed to empower employees, but not in the presence of skills enhancement practices.
Regarding the results for power distance, they are more pronounced and The overview of results presented in this study suggests that cultural features such as power distance and individualism affect organizations not at the same level.
The outcome of this study indicates power distance to be more pertinent trait for the functioning of organizations. Every organization is based on some sort of power allocation between managing coalitions and other member of an organization. Given the essence of organizations, in a broad sense, to control behavior of its members (Hofstede, 1985) , the relevant dispersion of power is the key component to achieve objectives for companies. Given that every structure is based on power relationships to some extent, the fit between the nationally valued power distribution and organizational environment is necessary. On the other hand, individualism is related to societal relationships, therefore the transcendence of this value into business organizations may affect relationships among colleagues more, than commitment towards organization. Another explanation for the stronger effect of power distance could be more data related. HR practices aimed at creating autonomy and enhancing skills might be more vulnerable to moderating effect of power distribution than individualism, due to their nature and are weakened by power distance.
The present study contributes to existing literature in a few ways. To begin with, there is a lack of comparative studies in the area of HR practices and organizational commitment across different contexts. As such, this study provides more clarity on the importance of cultural context in building organizational commitment by internal practices, such as autonomy and skills enhancement. Another contribution is the scope of the study. The analysis includes respondents from 25 countries across Europe. Therefore results could be generalized in terms of application of autonomy and skills enhancement HR practices more easily since the ESS survey includes the representative samples from every country. In addition to this, the present study investigates the effect of variables at national level on individual level data in this way enriching the knowledge of importance of cultural differences in HR area.
There are a few practical implications that could be concluded based on the present study. Firstly, it is evident that in order to achieve a higher level of organizational commitment, employers should take into account the context of national culture while creating the HR strategy. More specifically, in countries where power distribution is lower the implementation of HR practices increases the likelihood to have committed employees. However, in countries where traditions of strong hierarchical relationships play a role, HR practices will not result in higher commitment; thus, HR professionals might consider the implementation of relevant single HR practices rather than bundles of autonomy or skills enhancement practices.
In addition to that, it seems that HR practices aimed at empowering employees are more affected by national culture and requires more consideration before application in a workplace if the final goal of organization is to achieve employees' commitment.
Finally, it is worth mentioning that this study is not free from limitations.
Firstly, the analysis is based on the cross-sectional data and cannot be interpreted in terms of causality mechanisms consequently. In order to eliminate this flaw, the future research in this area ideally should be based on data collected by using a longitudinal study. Secondly, the data in this analysis do not include the organizational level measures, for instance the financial performance of the organization or productivity.
The inclusion of this data could provide better understanding of the importance of organizational commitment for companies. In order to eliminate this limitation, future researches should consider collecting data at individual, organizational and national level. Lastly, items that have been used to determine bundles of HR practices are limited in this study, due to the secondary data used in the analysis. As a result, the limited scope of HR practices is investigated in the present study, which prevents from generalizing results for boarder range of HR practices. To overcome this flaw, the more extensive data on HR practices applied in an organization should be collected in a future research. 
